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The National Guard has been an integral component of the nation's defense since its founding. Throughout its' deep history, U.S. militia have been called on to serve in a plethora of events; they have performed admirably during their 375 plus years of existence. This force has morphed from a militia to a force that is able to serve the nation's interest at the highest level. Once a strategic reserve that would be activated in times of national emergency, it has now transformed into an operational reserve that stands ready and capable of performing alongside the active component military in defense of the nation. Utilizing an operational reserve will assist the country as it deals with budget issues and attempts to contain debt. With this transformation come challenges that will provide opportunity for strategic leaders to consider as this operational reserve is further developed and maintained. Once the obligation of the current engagement in Afghanistan ends and the U.S. military is no longer at war, the demeanor and attitude of the American people, especially citizen Soldier families and employers, will be of significant interest. The relationship between employer and service member will impact the Soldier's ability to remain an active member of the operational reserve force, thus impacting the ability to sustain the force. This paper will analyze the rich history of the National Guard, its evolution into an operational reserve, 2 the current operational tempo, the challenges associated with staffing the force, and provide suggestions on how to address these challenges.
History of the National Guard
Pre World War I "Starting in 1636, American militiamen embodied the citizen-soldier concept and protected the nation by repelling invasions, suppressing insurrections, and enforcing the laws of the land. From the militia's earliest roots arose the National Guard." 2 The actual birth of the organized militia, later named National Guard, is considered to be December 13, 1636. This is the date "when the Massachusetts Bay Colony passed an ordinance authorizing the creation of the first American militia regiments." 3 During the infancy of our country, organized militia such as these, were critical in protecting early American settlers from Native American raids. The citizen soldier battled successfully as the colonies fought the French and Indian War from 1754 to 1763. Colony organized militia would take the fight to the redcoats during the fight for independence from Great Britain.
During the entire colonial period, the organized militia experienced its finest work at the battles of Lexington and Concord, where they soundly defeated the British regulars.
"This organization of citizen soldiers developed its own unique traits and characteristics.
The militia was a geographically-based, local defense force designed for limited service during short-term emergencies." 4 Some 150 years after the organized militia was established, the regular Army was created by the Continental Congress on June 14, 1775. During the creation of the U.S. Constitution, the founding fathers realized the importance of the militia to our independence and future defense and "formally established the militia as a permanent part of the nation's defense establishment.
Furthermore, the Constitution identified the militia as an instrument of power for both the Not since the Korean War has the U.S. activated more of the reserve component force.
Since the onset of these two wars, we have mobilized more than 500,000 National Guard Soldiers. This period also seems to serve as the genesis of the conceptual operational reserve force. "Today, the Reserve component continues to serve as a strategic hedge, but is far more integrated into day-to-day military operations and participates at a higher level in operational missions than ever before." 13 Since 9/11, the nation has also required dramatic increases in support from the National Guard relative to homeland defense. Operation Noble Eagle, the homeland defense operation 6 immediately following the attacks, mobilized nearly 10,000 reserve component Soldiers for up to two years of service in order to perform security missions protecting possible terrorist targets such as airports, military installations, and other vital infrastructure.
Congress also "funded the formation of joint weapons of mass destruction (WMD) civil support teams within the National Guard. These teams were designed to provide direct assistance to civilian emergency responders in the event of a chemical, biological, radiological, nuclear and high yield explosive (CBRNE) attack on the homeland." 14 In addition to mobilizations for global conflict and homeland defense, National
Guard support for civil authorities during disaster response has dramatically increased. 
Benefits of the Guard as an Operational Reserve Force
According to the National Guard Bureau, the mission of the National Guard is to be "a community-based Operational Force and the primary Combat Reserve" 16 Army Defense Budget." 20 When analyzing the benefits of utilizing the National Guard, the realization is that "supporting capability in the Army National Guard makes good business sense, and is a twofer -that means that the same force is available to the governor of the state, territory and district as well as the president of the United
States." 21 As sequestration arrives and the military is required to find over "half a trillion dollars in cost savings over the next decade" Soldier is currently at 23 percent. 39 This is, in part, due to the operational tempo of the service member and the knowledge of the employer that the potential employee may be away from the workplace a significant amount of time. During the application process, an employer is acting within the law to ask about military service. Employers are knowledgeable enough to realize they cannot reveal non-selection based on service
and it becomes very difficult to prove when they do. Relative to remaining an active service member, many Soldiers are strongly considering separation from the service due to these scenarios. 40 In addition to service member challenges, employers too are facing difficulties as a result of the increased operations tempo, deployments, and training time required of the National Guard Soldier. "Some argue that the cost savings by the government of not having to maintain a large professional force has been shifted disproportionately to the employer. This is true when the military increasingly relies on temporary personnel who draw regular pay and benefits while on active duty, but get nothing when deactivated." 41 This burden is more easily absorbed by large companies with thousands of employees and significant resources. Small, locally owned businesses and local governments are significantly impacted due to limited resources and staff. "It is estimated that seventy percent of reservists called to active duty come from small or medium sized companies in the civilian labor force. Additionally, eleven percent of them work in family businesses or are self-employed." 42 In a recent study conducted by the Institute for Defense Analysis (IDA) to determine the effects of mobilizations on employers, it was found "that among small businesses, one common consequence of reservist mobilization was lost business. Loss of a key employee might mean reduced marketing, diminished productivity, the inability to seek large-scale jobs, or shifts in a firm's output. Some of the respondents to the initial survey reported that they had been driven out of business by their reservists' activations." 43 The activation of the employee often disrupts the work environment, causes reduction in the morale of co-workers, and occurs at the most inopportune times. 44 The negative effects of having mobilized employees on staff have also impacted local governments. The National Association of Counties conducted a survey that found "sixty nine percent of counties with populations below 10,000 that responded to their survey indicated a hardship due to military deployments since September 11, 2001 ." It also proposed a business tax credit for civilian employers who voluntarily give their guard and reserve personnel a pay differential while those employees are called to active service." 46 Other legislation has been proposed but failed to address expenses associated with the employers' obligation to re-employ service members. Most arguments related to such legislation suggest the cost would offset the intended savings of having an operational reserve. The current perception is there is little to no financial benefit for businesses to comply or be motivated to hire service members. The ability and continued willingness, of even those employers who are more able, will be challenged as the U.S. becomes a nation no longer at war. The time away from the employer will continue beyond levels experienced while a strategic reserve was the national strategy and the challenges for employers will continue. The same economic pressures that are felt by government are also impacting the private sector. These pressures will cause civilian employers to scrutinize the benefits of having citizen Soldiers included in their workforce.
Recommendations
The operational reserve concept makes economic and strategic sense for America and the citizen Soldier is perfectly willing and capable to carry out that mission.
As the nation realizes efficiencies and cost reductions from this dramatic change, it should allocate a portion of those savings into programs to enhance the program and thus make it more sustainable over the long term. To ensure success, the U.S. must also realize the significant differences between the inherent requirements of a strategic reserve versus those of an operational reserve and change its methodology to reflect those differences. The operational force will require more time, energy, coordination, and education on behalf of the citizen Soldier, his family, employer, and the American public. The personnel and staffing arena provides several opportunities that deserve increased attention.
Define the Operational Reserve Construct and Mission
Congress, the Administration, and the Department of Defense must identify the composition and mission of the new reserve component operational force structure.
Homeland defense and defense support to civil authorities are the foundations to the force and the subsequent mission sets must be clearly defined. 47 As these missions gain clarity, the resulting training requirements to maintain a competent, capable, and ready force must be identified. The next step is to pass legislation to execute. Studies looking at the challenges and opportunities of the operational reserves are complete. 
Compensation and Benefits
In addition to pride and the desire to serve ones' country, the compensation and benefits has always been a key driver relative to recruiting and retaining service members. By all indications, an operational reserve will require a significant increase in commitment from the Soldier and therefore a related increase in support from family members. The work life balance was previously difficult and will only become more challenging. We must make considerations in light of these facts and enhance the current pay and benefit package. This potential enhancement demands more research be completed in order to develop an equitable and fair program.
Incentivize Employers
History has shown that Congress has been very reluctant to remove any financial burdens of the employer. While approved legislation has been targeted to assist the Soldier, the employer has been ignored. They are often viewed as doing their patriotic duty by sustaining the costs of employing citizen Soldiers. The U.S. must change this through some form of tax credit to help offset the costs of re-employment. "The employer's biggest complaint is loss of efficiency and production due to frequent and extended military service. A tightly controlled regulation that requires employers to mitigate their losses, but allows for tax relief, may bring some economic incentive and generate good will among employers." 
Summary
The National Guard has a rich history that dates back prior to the foundation of the country. The citizen Soldier has participated in every major conflict the U.S. has waged.
From its inception and through the Cold War, the National Guard's purpose was to meet the needs of their respective state and to facilitate the rapid expansion of the military during a major war. The terrorist attacks of September 11, 2001 began the National Guard transformation into a reserve component force that is destined to become fully integrated, at all times, with the active military. As the country continues to navigate through the residual challenges of the 2008 recession and the fiscal restraints of today, the potential savings from utilizing citizen Soldiers vice career Soldiers can serve as a vehicle to assist in economic recovery.
Traditional citizen Soldiers and employers, alike, are experiencing difficulties while adjusting to this new strategy and subsequent increases in operational tempo. It is undeniable, in order for the U.S. to adequately address its' fiscal challenges, that cost reductions must occur within the military while continuing to maintain a ready, capable force. Consequently, the reserve component will continue to play a major role within the 20 total force. This change in strategy requires the senior leaders of the National Guard and federal government to consider these challenges and fundamentally change the way we conduct business. A portion of any realized savings must be committed to programs that enhance employer and service member benefits. The willingness of employers to accommodate citizen Soldiers in the workplace, and the motivation of citizens to serve, hang in the balance. Modifications such as these will allow Citizen Soldiers to fight the new fight and continue to effectively serve the greatest nation in the world.
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